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ABSTRACT
Companies vary in the way they structure their mar-
ket research function. This was hypothesized to affect the
perceived value of their research. A survey of 241 market-
ing managers in major Australian firms showed that
structure positively affected the perceived value of market
research information while bolstering the internal client’s
position.
INTRODUCTION
The history of the market research industry is poorly
documented, especially on the client side. However, anec-
dotal accounts suggest that the way market research has
been organized in the client firm has changed consider-
ably over time. Presumably these changes occurred be-
cause organizations believed they could gain better value
by restructuring the market research (MR) function. This
issue about structure forms the rationale for the current
study. Its purpose is to see whether different MR organi-
zational structures do in fact produce different quality
outcomes.
In its earliest days, it was common for client compa-
nies and advertising agencies to employ their own re-
searchers to conduct much of their research. This was
followed by an era where companies often kept their
design and analysis skills in-house but outsourced their
market research fieldwork. Next came an era where de-
sign and analysis were also outsourced. Under this ap-
proach, the professional buyers managed information
dissemination within the firm, while the external provid-
ers contributed an external perspective on market com-
plexity and took responsibility for meeting decision mak-
ers’ needs (Sinkula 1990). However, Sinkula and Hamp-
ton (1988) indicated that a centralized buying department
impeded the use of market research and made it more
likely that external suppliers would be used. Large MR
buying departments, now bearing a variety of names, are
still apparent in US and multinational corporations. In a
country like Australia, firms operate on a much smaller
scale, but many larger firms still have separate buying
groups or departments. These may be centralized or
different strategic business units may each have their own
group.
A mixture of newer organizational models is also
apparent. Valentine (2000) has observed a split in how
firms define the role of their internal market researchers.
Some have traditional “market research managers” who
have the responsibility for delivering information to the
parts of the organization that need it. The second group,
“consumer insight managers” aim at driving organiza-
tional strategies. In the Australian market, Moore (2003)
has described this latter role in some detail. It seeks to
exploit internal and external data, as well as MR data, to
deliver valuable insights to internal clients thus providing
a voice of the customer. All this has to be delivered within
the organizational context, with the manager having suf-
ficient knowledge of how the organization operates and
sufficient seniority to exert this influence. For others
(Baker and Mouncey 2003; Smith and Dexter 2001), this
insight role has become an imperative for the modern
management of market research. Practitioners such as
from Thygesen and McGowan (2002) have similarly
identified the contrast between research as, “. . . ‘due
diligence’; we did it because we ‘had to’,” (p. 144) as
opposed to a research process which provided real con-
sumer insights. Such insight managers are likely to be
more successful when they have their own group with
sufficient skills to commission research, review data
sources and synthesise information.
There also appears to be a split between companies
who have downgraded (or more accurately, downsized)
the buying function (Shaw and White 1999) versus those
who have retained or redeveloped the role. Valentine
(2001) has also identified a “new community of clients”
(p.168) she refers to as nomadics. These are a talent pool
of people who have no fixed role in the firm’s structure,
but who are available to work on special purpose projects.
At any one time, they may be allied to a particular
workgroup, but will move on as requirements change.
Some external suppliers or freelancers may also be em-
ployed in a nomadic role. Such “nomads” thus do not
necessarily establish long-term relationships, either on
the client or supply side. However, building relationships
with suppliers develops trust and can lead to a positive
effect on the use made of market research (Moorman,
Zaltman, and Deshpandé 1992; Boughton, Novak, and
Washburn 1996). Moorman, Zaltman, and Deshpandé
also showed that good relationships between internal
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market researchers and their internal clients led to more
effective use of market research. Thus it would be ex-
pected that people with a dedicated buying role, with at
least a medium term commitment to their work, would be
better placed to provide valued services.
Dedicated buyers have the opportunity to build rela-
tionships with both suppliers and internal clients, to un-
derstand the needs of client groups and to apply creativity
in their role of delivering strategic value relevant to a
dynamic, politicized organizational context. Technical
research skills, as exemplified by staff designing or con-
ducting their own market research projects, should help in
understanding the firm’s key issues and making sense of
the data collected. These skills may also confer some
authority or legitimacy when they talk about the “voice of
the customer” and the outcomes of research. An organiza-
tion which conducts some of its own market research is
also likely to have at least a medium-term commitment to
its staff, again giving them the opportunity to build rela-
tionships with internal clients and to promote their useful-
ness.
One significant element of trust in any relationship is
the forgoing of opportunistic behavior. Given that market
research is a potential agent of change within the organi-
zation, we may expect to see what Piercy (1983) has called
the “non-rational” use of market research to bolster en-
trenched positions within the organization. Market re-
search is often used to justify proposed marketing action
(Bednall, Huynh, and Alford 2003; from Thygesen and
McGowan 2002) rather than to drive change. Finally, the
increased use of market research to measure managers’
key performance indicators suggests that market research
is likely to be conducted and interpreted within the power
framework of the organization. Experienced operators are
therefore likely to be more effective in dealing with this
issue than people with a part-time role.
Classically, MR is said to deliver value when it
provides the cost-effective information needed for objec-
tive decision making at a senior level (Raphael and Parket
1991). Thus MR is typically depicted as a rational process,
bringing the voice of the customer to the organization.
However, studies of actual practice are starting to reveal
a more complex picture. As Valentine (2002) has noted,
internal researchers face a tension between the rational,
fact-centric, stable, and predictable market research func-
tion versus the need for creative, entrepreneurial, ambigu-
ous, and contentious research, which focuses on imagina-
tion rather than objective knowledge. Given the growth of
customer relationship management (CRM) and other cus-
tomer database systems, there is also a need integrate
these systems, or even to design market monitors within
the framework of CRM systems (Marr 2001). Similarly, a
combination of market research with competitive intelli-
gence is another apparent imperative (Stantat 1998).
Thus it would be expected that, all else being equal,
that client firms with a more developed market research
function and the commensurate skills (Shea and
LeBourveau 2000; Donnelly, Van’t Hull, and Will 2000)
would see greater value in the activity and this would be
reflected in the judgements companies make about the
usefulness of their own market research program. In terms
of structure, the main alternatives for organizing the MR
function appear to be as follows: no staff; part-time MR
staff; full-time MR staff; separate MR units in strategic
business units; and a centralized MR function.
It was thus hypothesised that the way market research
was structured within the organization would affect the
perceived quality of the market research process. Organi-
zations which had no established buyers or which had
people working on MR as one of their many roles would
be hypothesised to judge MR as least effective. This is
because they would lack a commitment to relationships on
the basis of research, lack experience in buying well and
lack legitimacy on the basis of technical skills. In contrast,
having dedicated researchers was hypothesised to be
more likely to deliver valued outcomes. Finally, dedicated
buying groups, in contrast to individual buyers, can share
experience and expertise. Such groups may also offer a
career structure, allowing staff to commit to the MR
function and deliver the best value.
METHOD
The study was conducted in Australia. Based on
recent estimates (ABS 2003), it comprises around 2 per-
cent of the world market quoted by Honomichl (2003).This
market was suitable for this research because even large
corporates (by Australian standards) have only limited
numbers of internal market researchers and even here they
are under cost pressures to limit and routinize the market
research function (Beveridge 2003). For example, one of
Australia’s largest buyers of market research, has waxed
and waned between around 8 to 30 researchers in the last
decade. It was possible that some large corporations
would not have any full-time researchers. Thus, the mar-
ket was likely to include corporations with a mixture of
methods of managing market research, and some with no
such function, similar to the European experience (Nijssen
and Frambach 1999). On the other hand, Australia pro-
vides a microcosm of the world’s major market in the
United States – Western, multicultural and dominated by
multinational research suppliers.
The research was conducted in two phases. In the first
phase, 16 preliminary discussions about the management
of market research and its value to the organization were
held with senior marketers and research managers in
Australia and the United States. These interviews were
used to generate a series of scale items to measure the
effectiveness of the market research program.
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The second phase of the research was a personally
addressed self-completion mail survey. Repeat mailings
were sent to non-respondents and if contact information
was available, telephone or internet follow-up was used.
A list derived from Dun and Bradstreet’s top 1000 senior
marketing managers in for-profit Australian companies
comprised the sample frame. Some 241 usable replies
were received.
The questionnaire covered the organization of the
market research function in the firm, expenditure on
research and the perceived utility of the previous year’s
market research program. These items were derived from
the literature, including studies of the value of particular
projects – the USER scale (Menon and Wilcox 1994;
Yamin and Shaw 1998) and from the interviews with
marketing and research professionals. Details of all items
used are in Tables 3 and 4. Academic colleagues in the
Australia and the United States reviewed the question-
naire prior to its completion and in this sense, the items had
face validity. Some limited evidence for the convergent
validity of the items came from correlating them with
factors derived from the published USER scale. Details
can be supplied on request.
RESULTS
Most of the managers (65%) had company-wide
responsibility for marketing, with the remainder operat-
ing within a smaller business unit in their firm. In the
results which follow, managers described the market
research activities in the area of their responsibility – be it
the firm as a whole or their particular business unit. Of the
total sample, only 205 managers (86%) reported that their
area of the business conducted or commissioned any
customer, intermediary or internal (e.g. staff) research
project in the past financial year. Of the 14 percent who
reported no research, over half (8%) had responsibility for
marketing across the firm not just a single business unit.
Thus it would appear that there are a number of compa-
nies, even large ones by Australian standards, which do
not use market research in any given year.
All the results which are reported from this point on
refer to the group of companies who conducted research.
As predicted, there were a variety of models for managing
the market research function. Table 1 characterizes the
management of MR in their organizations. Some firms
used MR but had no-one with MR responsibility. Just how
this was organized among this small group was unclear.
One possible model would be to outsource the buying
function to a research broker or external consultant, as
Gondek (1999) has observed.
In order to see what effect the organization of market
research might have, companies were grouped into five
ordinal categories, based on decreasing levels of research
sophistication – companies who conducted their own
research, those with their own groups or departments of
buyers, those with one or more specialist buyers, those
with part-time buyers and those with no buyers. Any
company which qualified for a higher category was not
counted in a lower category.
Table 2 shows the allocation of costs to market
research, including estimates of internal costs (labor,
overheads) and amounts paid to external market research
consultants. Over 5 percent recorded no costs in their
business unit last financial year. As they all participated in
some form of market research, such groups evidently had
their costs met outside their business unit.
We now turn to the issue of whether the organization
of the market research function had any impact on
TABLE 1
Management of MR in Organization
No-one assigned a buying role 7%
Within the Business Unit:
One or more specialist buyers 31%
People who buy market research as one of their jobs 36%
People conduct research projects themselves 35%
Formal group or department of specialist buyers 5%
Elsewhere in the organization:
One or more specialist buyers 16%
People who buy market research as one of their jobs 24%
People conduct research projects themselves 26%
Formal group or department of specialist buyers 8%
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manager’s evaluation of the benefits of the market re-
search for their business unit. A series of seven-point
Likert scale items statements about the benefits and use of
market research were used. Table 3 shows the responses
to all items used and the outcome of an exploratory factor
analysis of these items. Four factors were produced.
The first Factor dealt with the positive benefits gained
from market research in terms of better products and
services, better productivity and a strong contribution to
marketing strategy. In general the factor captured the
broad business value of market research. The second
factor dealt with the usability of the information produced
and its ability to integrate with customer and competitor
data. The third factor was about understanding the mar-
ketplace, about bringing the voice of the customer into the
organization. The final factor related to bolstering the
manager’s position within the organization, through pro-
viding key performance measures, covering “our back-
side” and using the information to get support within the
organization.
Finally three items addressing the traditional deci-
sion support function of market research were asked about
the research program in the past year. They were in the
form of a semantic differential scale, using a 7-point scale.
Results are in Table 4. In general, managers were positive,
but not overwhelmingly so, about the assistance MR gave
to their decision making. The three items were combined
into a scale, based on a Cronbach’s standardized alpha
value of 0.85.
An analysis was made of the relationship between the
organizational types shown in Table 1 and evaluation of
the annual market research program. The dependent vari-
ables were factor scores derived from the four factors
shown in Table 3, and the “assistance with decision
making” scale shown in Table 4. A fixed effects
MANCOVA was used for this purpose. The independent
variable was the research management type shown in
Table 1.External spending on research (up to or above
$A50k) and internal spending on research (up to or above
$A50k) were used as covariates. Details are in Table 2.
Four of the five MANCOVAS showed overall sig-
nificant results, though the effect sizes were small in all
cases. In the case of the first factor (Business value of
MR), a higher investment in internal costs affected the
value gained from market research. F(1,188) = 5.11, p <
0.05 This suggested that it was not so much how the firm
was organized but how much the firm valued and invested
in the function internally that made the difference here.
The second factor, the value of the market research
information in use within the organization, was affected
by how the MR function was organized. F(4,188) = 2.84,
p < 0.05. Having a separate buying group in the organiza-
tion had the most positive influence on this outcome,
while having no one in the buyer role had a negative
impact.
For the third factor, bringing in a marketplace under-
standing, the amount spent externally did affect the extent
to which this was a valued outcome. F(1,188) = 5.19, p <
0.05. Presumably a larger budget produces better market
insights and the ability to pay external suppliers to present
the information in a clearer fashion. For the final factor,
bolstering the manager’s position, the style of MR man-
agement did affect perceived research value. F(1,188) =
2.60, p < 0.05. Having a separate buying group facilitated
this, presumably because the manager had authority for
their activities and hence the way research was reported
internally. The scale covering the value of market re-
search for decision making was not related to structure,
not did it co-vary with internal or external MR spending.
DISCUSSION
From the perspective of these managers, the market
research function did deliver value in terms of developing
marketing tactics and strategies, bringing in the voice of
the customer, increasing market understanding and pro-
viding moderate assistance with decision making. It
wasalso apparent that market research was useful in
gaining organizational support and validating marketing
managers’ performance.
TABLE 2
Costs of Market Research Last Financial Year
Costs $000s Internal Costs External Costs Neither
None 14% 8% 5%
Up to $A50 51% 41%
>$A50 35% 51%
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TABLE 3
Evaluation of the Outcomes of Market Research
Factor 2 Factor 3
Std. Factor 1 Usable Under- Factor 4
Dev. Positive Inform- stand Manager
Item Mean Benefits ation Market Position
Has profoundly shaped our marketing
policies. 4.4 1.5 0.725 0.211 0.311 0.173
Has led to an improved implementation
of new products or services. 4.7 1.4 0.779 0.086 0.300 0.110
Has led to increased productivity. 4.1 1.3 0.719 0.210 -0.094 0.131
Has helped us to understand the dynamics
of the marketplace. 5.5 1.2 0.585 0.376 0.413 -0.032
Produces reports that are easy for my staff
to understand. 4.6 1.5 0.296 0.616 0.241 0.183
Normally leads to concrete actions being taken. 4.7 1.4 0.603 0.187 0.402 0.229
Is mainly used to increase our understanding
of marketing issues. 5.1 1.3 0.380 0.124 0.564 0.021
Makes a major contribution to the marketing
strategies developed by our Business Unit. 5.1 1.5 0.722 0.261 0.364 0.189
Helps my marketing group get its own way
in our Business Unit. 3.7 1.6 0.544 0.263 -0.202 0.414
Is mainly used to assist marketing decision
making. 4.8 1.3 0.565 0.034 0.479 0.267
Is mainly used to confirm our understanding
of issues. 4.9 1.2 0.086 0.129 0.720 0.042
Provides the main “voice of the customer”
in our Business Unit. 4.5 1.6 0.158 0.293 0.536 0.355
Is used to provide key measures of managers’
performance. 3.2 1.7 -0.014 0.129 0.255 0.782
Has a major influence on our top management. 4.2 1.7 0.391 0.044 0.328 0.593
Helps cover our backside when my group
needs to make risky marketing decisions. 3.2 1.7 0.268 0.237 -0.145 0.651
Produces information that’s easy to integrate
with our customer data. 3.6 1.5 0.209 0.836 0.085 0.136
Produces information that is easy to integrate
with our competitor data. 3.5 1.5 0.096 0.805 0.126 0.162
The value of our marketing research
information far outweighs its cost. 4.8 1.4 0.455 0.451 0.364 0.042
Missing values were resolved by substituting the modal value. Based on n = 195.
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As far as organization structure was concerned, hav-
ing a dedicated buying group appeared to make a differ-
ence to the use of market research information, especially
when it needed to be combined with other customer data
and market intelligence. This was reminiscent of the
“insights manager” role described to us in our preliminary
interviews and by Valentine (2002) and Moore (2003).
Having MR staff also acted to bolster the market manager’s
position by helping his or her group to get their way in the
organization. Both these roles suggest that internal market
researchers are capable of adding value beyond their role
as buyers. These outcomes applied even when spending
on research was taken into account.
The results also suggested that the amount of spend-
ing on external research did affect the level of market
understanding apparently produced – presumably with
greater spending comes more data, more insights and
better reporting. Similarly, the deployment of internal
staff appeared to contribute to the development of strategy
and effective decision making on the basis of research.
It is plausible that firms which saw the market re-
search function as valuable were more likely to invest in
it and having invested in it, to take more notice of it.
Similarly, those firms which did not value the function
may have already downsized or abolished it. In the current
study, the evaluation of the previous year’s MR program
cannot itself have caused the structures that organised the
research. However, these structures may themselves exist
because of a culture within the organization that values
research or at least valued it at the time the structure was
established. The current study is cross-sectional and could
not document the origins of the existing structures.
Anecdotal evidence would suggest that organiza-
tional structures tend to outlast the consultant groups and
managers who designed them. Thus in the case of the
marketing managers in this study, it is likely that many
inherited structures rather than designed them. Thus the
causal direction tested in this study was reasonable, but it
is acknowledged, provides only part of the picture. Mar-
keting managers would have more influence on the re-
sources supplied to these structures, especially financial
and staffing budgets.
The resources used and the organization of the re-
search function appeared to contribute to the value deliv-
ered. However, these findings give only tantalizing
glimpses of what is actually occurring in the client firm.
Apart from their technical skills, market research profes-
sionals evidently can contribute on a number of fronts.
But just how they go about achieving this within the day-
to day operations of the firm, how they build relationships,
how they discern what is needed and how they deliver
actual value is as yet poorly researched. The study sup-
ports the notion that structure and effective use of MR are
related, but leaves open for further research into how
decisions about MR structures, internal expertise and
resources are made within the client firm.
TABLE 4
MR Decision Making Support
Std.
Mean Dev.
Totally inadequate for my decision making < - > Totally adequate for my
decision making. 4.61 1.35
Gives me no help at all in predicting consequences of my decision making
< - > Allows me to accurately predict consequences of my decision making. 4.49 1.33
Does not give me any confidence in my decision making < - > Makes me
totally confident in my decision making 4.61 1.22
REFERENCES
ABS. Australian Bureau of Statistics (2003), Market
Research Services Australia. Catalogue No. 8556.0.
Canberra: ABS.
Baker, Susan and Peter Mouncey (2003), “The Market
Researcher’s Manifesto,” International Journal of
Market Research, 45 (4), 415–33.
Bednall, David H.B., Kim Huynhm, and Geoff Alford
(2003), “Clients’ Evaluation of Market Research
Reports,” Proceedings of the World Marketing Con-
gress, Perth, Western Australia. CD-ROM.
American Marketing Association / Summer 2004 191
Beveridge, Richard (2003), “FAQ – The Sequel: A Study
of Buyers of Research,” 2003 Conference: Evolu-
tion, Sydney: Market Research Society of Australia.
CD-ROM.
Boughton, Paul D., Linda Novak, and Judith Washburn
(1996), “A Decision Model for Marketing Research
Relationship Choices,” The Journal of Services Mar-
keting, 10 (1), 56–69.
Donnelly, Mike, Selma Van’t Hull, and Valerie Will
(2000), “Assessing the Quality Provided by Market
Research Companies,” Total Quality Management,
11(4/6), S490–S500.
From Thygesen, Flemming and Paul McGowan (2002),
“Inspiring the Organisation to Act: A Business in
Denial,” International Journal of Market Research,
44 (2), 143–60.
Gondek, Paul C. (1999), “New-Style Research Adviser
More than a ‘Warm Body’,” Marketing News, 33
(April 12), 10.
Jack Honomichl (2003), “Acquisitions Help Firms’ Glo-
bal Share Increase,” Marketing News, 17 (18 Au-
gust), H3.
Marr, Jeffrey W. (2001), “Satisfaction Symbiosis:
Thoughts on Integrating CSM and CRM,” Quirk’s
Marketing Research Review, (October), 28, 30, 32–
34.
Menon, Anil and James Wilcox (1994), USER: A Scale to
Measure Use of Market Research. Technical Paper;
Report 94–108. Cambridge, MA: Marketing Science
Institute.
Moore, Elizabeth (2003), “Evolution or Revolution? Can
Research Keep up with the Changing Needs of Busi-
ness and Remain Relevant?” 2003 Conference: Evo-
lution, Sydney: Market Research Society of Austra-
lia. CD-ROM.
Moorman, Christine, Gerald Zaltman, and Rohit
Deshpandé (1992), “Relationships Between Provid-
ers and Users of Market Research: The Dynamics of
Trust Within and Between Organizations,” Journal
of Marketing Research, 29 (3), 314–28.
Nijssen, Edwin J. and Ruud T. Frambach (1999), “Market
Research Companies and New Product Development
Tools,” Journal of Product & Brand Management, 7
(4), 305–18.
Piercy, Nigel (1983), “A Social Background of Marketing
Information – Learning to Cope with the Corporate
Battleground,” Journal of the Market Research Soci-
ety, 25 (2), 103–19
Raphael, Joel and I. Robert Parket (1991), “The Need for
Market Research in Executive Decision Making,”
The Journal of Business & Industrial Marketing, 6 (1/
2), 15–21.
Shaw, Robert and Carolyn White (1999), “Improving
Marketing Accountability Through Better Manage-
ment of the Market Research Process,” Journal of
Marketing Management, 15 (8), 857–80.
Shea, Carol Z. and Carol LeBourveau (2000), “Jumping
the Hurdles of Marketing Research,” Marketing Re-
search, 12 (Fall), 22–30.
Sinkula, James M. and Ronald D. Hampton (1988), “Cen-
tralization and Information Acquisition by In-house
Market Research Departments,” Journal of Business
Research, 16 (4), 337–49.
Sinkula, James M. (1990), “Perceived Characteristics,
Organizational Factors, and the Utilization of Exter-
nal Market Research Suppliers,” Journal of Business
Research, 21 (1), 1–17.
Smith, David and Andy Dexter (2001), “Whenever I Hear
the Word ‘Paradigm’ I Reach for My Gun: How to
Stop Talking and Start Walking. Professional Devel-
opment Strategy and Tactics for the 21st-centrury
Market Research,” International Journal of Market
Research, 43 (3), 321–40.
Stantat, Ruth (1998), “The Relationship Between Market
Research and Competitive Intelligence,” ESOMAR,
Power of Knowledge Congress, Berlin September.
Valentine, Virginia (2002), “Repositioning Research: A
New MR Language Model,” International Journal of
Market Research, 44 (2), 163–92
Yamin. H. Ruhi and Robin N. Shaw (1998), “Assessing
Marketing Research Use in Tourism with the User
Instrument,” Journal of Travel Research, 36 (3), 70–
78.
For further information contact:
David Bednall
Bowater School of Management and Marketing
Deakin University
Burwood Highway
Burwood Vic 3125
Australia
Phone: +61.3.9244.6904
FAX: +61.3.9251.7083
E-Mail: dbednall@deakin.edu.au
